In an attempt to reduce the number of adjudicated juveniles being committed to the state for placement, the juvenile court in Wayne CountyMichigan implemented three intensive supervision programs to serve as alternatives to commitment. A four-year, randomized evaluation of the programs found them to be cost-effective. An analysis of court processes, however, suggested that the programs gradually came to supplement rather than to displace commitments as intended. The results of this study illustrate how juvenile justice organizations adapt to the presence of alternative programs in ways that dilute their impact.
Introduction
Criminal justice policy makers and researchers often advocate intensive supervision programs as a means of guarding the public safety and enhancing rehabilitative outcomes while avoiding or reducing the costs of incarceration. The appeal of claims made for these programs created a wave of support for intensive supervision programs during recent years (Clear & Hardyman, 1990 ). Yet, the success of the programs as alternatives to incarceration is far from clear and may be limited to specific circumstances related to their conceptualization, political support, and implementation (Petersilia, 1990) .
In 1983, the Wayne County (Michigan) Juvenile Court initiated three intensive supervision programs as alternatives to state commitment for a substantial number of adjudicated youths. An evaluation study found the programs to be cost-effective (Barton & Butts, 1990) . Yet Barton & Butts (1990) (Cullen, Cullen & Wozniak, 1988; Galvin & Polk, 1983; Steinhart, 1988) . There are also significant organizational incentives for juvenile justice systems to avoid implementing true alternatives (Thomson, 1990; Tonry, 1990 (1949) and Gouldner (1954) were among the first to show how organizations survive by adapting to the environment. As organizations grow more complex, they become institutionalized: their activities focus on growth and survival as well as on the attainment of their official goals (Messinger, 1955; Zald & Denton, 1963) . Organizational structures and processes are in some part a manifestation of prior efforts to establish predictability in the environment and to manage dependence on external resources (Aldrich, 1979; Child, 1972; Emery & Trist, 1965; Lawrence & Lorsch, 1967; Pfeffer & Salancik, 1978; Yuchtman & Seashore, 1967 home. In terms of recidivism, the evaluation found the programs to be costeffective. During the first two years of program operation, cases were drawn from the defined target population and their outcomes over a two-year follow-up period were compared with those of the randomly assigned control group. There were no major recidivism differences between the in-home program youths and the control group, either in terms of official charges or self-reported offenses.5 During those first two years, the programs enabled the court to reduce the number of commitments as intended.
Unfortunately, later years saw a gradual attenuation of the programs' impact. The programs gradually began to supplement, rather than substitute for commitment. One might argue that an increase in the incidence or seriousness of juvenile crime brought a larger number of serious cases before the court. Perhaps without the programs, the system would have faced the necessity of committing even more youths each year. This explanation has been advanced in other evaluations of alternative correctional programs (Jones, 1990 The tendency of the justice system to use alternative programs as supplements rather than substitutes is often referred to as net widening (e.g. Austin & Krisberg, 1981; Cohen, 1985; Decker, 1985; Ezell, 1989; Klein, 1979; Polk, 1987) . Intensive supervision programs are often promoted as alternatives to incarceration. As alternatives, they can reap great benefits. However, they must draw their clientele from the offender population likely to be in the net. When they draw instead upon those just outside the netoffenders who would not have been considered for incarceration previouslythe ostensible alternatives do nothing to reduce and may even increase the scope and costs of the justice system. Regardless of whether net widening is seen as expanded social control (Blomberg, 1977) , or enhanced delivery of needed services (Binder & Geis, 1984) , it is clearly a failure when the system's professed goal was to reduce its use of incarceration or commitment.
Other jurisdictions seeking to substitute intensive supervision for residential placements could learn from the Wayne County experience. The implementation of alternative programs must be monitored to detect system adaptations and organizational adjustments. The (Barton and Butts, 1990) .
